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THE IMPACT OF THE COMMONWEALTH OF VIRGINIA'S
STATE SUPPORTED COLLEGES AND UNIVERSITIES
ACADEMIC TENURE AND FACULTY ACTIVITY
STUDY CONDUCTED BY THE STATE
COUNCIL OF HIGHER
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Introduction

several decades by academicians, professional higher education associations,
legislators, and other interest groups. Policies and procedures regarding
academic tenure and faculty workloads (activity) vary from one campus to
another and from one state to another. ’ .
In the past fifteen years, concern for the @ve:éll status af‘academie
tenure and faculty warklgaés gained momentum. This increase in céncérﬂ, as
ex@zesséd by many professionals, iegislators, alumni, parents, and other in-
terested inaividuals, wa:. influenced by such factors as the following:

1. Student activism, as evidenced by riots, campus take-overs, and
campus demonstrations of the 60's and early 70's,

2. Activist ideas expressed by students,

3. BSo called “"liberal minded" professors,

4. Increasing costs of higher education,

5. Perceptions of some legislators and other ;nfluéncial individuals
that tenured faculty were not productive,

6. Controversies and law suits involving institutions and faculty
‘mémbérs relative to promotions, appointments, reappointments,
awarding tenure, and faculty evaluations,

7. Workloads of faculty,

8. Decreasing coliege enrollments,

9. Open admissions, and

10. Formation of faculty bargaining units.
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With decreasing public confidence in higher education, college and

university officials and faculty find themselves on the defensive daily

in maintaining the

guality of their programs and the national and inter=-

national status achieved through” hard work over the vears. The attacks

upon higher education can, as expressed by Hechinger, be viewed clearly

from the following:

l!

to education. Political confusion and economic un-
certainty have shaken the people's faith in educa-
tion as the key te.-financial and social success.

What makes the situation so serious is that education,
caught in an unprecedented pincer attack, is under
siege from two politically opposite directions. Con-
servatives who never really liked universal education
and are particularly cool toward the massive expansion
of college enrollments Have been joined by the politi=-
cally left, which views education as an evil tool of
capitalism.

They (revisionist) denounced the schools for Ameriecanizing
diverse ethnic groups and fitting them into an essentially
middle-class socioeconomic pattern or,; as they would put
it, mold.

Gloomy forecasts predicted that by the decade's end
hundreds of thousands of PhD. recipients would have

to take jobs considerably below their academic station,
displacing equal numbers of those with only bachelor's
degrees, who in tern would bump job-seeking high school
graduates.

Commissions headed by sociologists and other prestigious
opinion-makers have recently been pounding away at the.
theme: how best to reduce the number of years of compul-
sory schooling.

Strong currents of political and economic conservatism
have raised guestions about the value of general education.
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7. In this Bicentennial year no other chbjective seems
more urgent than helping the American people regain .
their faith in education. 1

Controversies, law suits, and Federal directives over faculty cgntraéts,
promotions, awarding tenure, faculty evaluations, working conditions are adding
more fireworks to the problem situation in higher education. Colleges and uni-
versities are experiencing an increase in faculty activism. According to

Lussier, "faculty dissatisfaction over promotion,salary, working conditions,

university governance, among others, have caused professors in a number of
institutions of higher learning in recent years to choose collective bargaining
agents to represent their interests." 2 She indicated further that:

' Three national organizations have become the major contenders
for this purpose: BAmerican Association of University Professors
(AAUP) , Bmerican Federation of Teachers (AFT), and the National
Education Association (NEA). Faculty dissatisfaction and disagree-
ment over issues are often reflected in opposing positions and goals
of different faculty organizations. Nationally, the policy state-
ments of each of the faculty organizations are statements of general
principle, varylng in their degree of specifiecity, ranging from gener=
al gulgel;nés of the AFT to the more EPeElflc ones established by the
AAUP.,

Some critics of academic tenure would not hesitate to supplant it with
some other system. Carr indicated that "tenure for the college professor has
long had its critics as well as its defenders, but it is doubtful that the

w 4

assault has ever been as varied and aggressive as it is today. The extent of

criticisms was clarified further by Carr in the following manner:

lFred M. Hechinger, "Murder In BAcademe: The Demise of Education,"

Saturday Review, March 20, 1976, p.p. 11-18.
2yirginia Lee Lussier, “"Faculty Bargaining Associations," Journal of
Higher Education, Vol. XLVI, No. 5, September/Octcber, 1975, p. 507.
31bid., p. 508. .

éRsbert K. Carr, "The Uneasy Future of Academic Tenure,” Educational
Record, Spring 1972, p. 119.



on the campus, tenure is attacked by student activists on

the ground that it protects poor teachers against evaluation by

. their customers. Graduate students, apprehensive sbout their
professional careers, favor modifying or even abolishing tenure
as a way to open up what has suddenly become a tight job market
for young academicians. College presidents are unhappy with
tenure on several grounds, but prineipally because it protects
professors who resist the institution's need to engage in educa-
tional experimentation and who are thus "a brake on change."
Some professors themselves are indifferent about the tenure
system, believing it an unnecessary grateétign for the able and
a haven for the lazy or incompetent.-

Academic .Tenure~Faculty-Activity Survey.
University of Virginia

The issues raised in the aforementioned passages are very much alive
in the Commonwealth of Virginia. Probably the first action taken in con-
temporary Virginia to assess the status and needs in higher education was
that of the first State Secretary of Eiugation who in 1971 authorized
an "audit of productivity" in education. The prevailing view of many persons
who either participated in the audit or were aware that the audit waé in pro-
gress was that very little was accomplished by that effort.

TLE next action taken in the Commonwealth to assess the needs in higher

education was the passage of Senate Joint Resolution Number 21 during the 1972

session of the Virginia General Assembly. This resolution which was passed

overvhelmingly by both houses created the General Assembly Commission on Higher

Education. The role of the Commission, as presented in the resolution,is as

follows:
Whereas, Virginia has many high guality state-supported
institutions of higher learning; and

Whereas, the financing of these institutions, as well as
the other diverse services provided by the Commonwealth, is a
" heavy responsibility; and

S1bid., p. 119.



Whereas, such finanecing should be organized and coordinated,
so as to maximize cooperation among such institutions, minimize com-
petition for funds, and promote the development of an overall plan
for higher education; now, therefore, be it

Resolved by the Senate of Virginia, that there is hereby created
the General Assembly Commission on Higher BEducation, which shall consist
of nine members, of whom six shall be appointed by the Speaker of the
House of Delegates from the membership thereof and three shall be ap~
pointed by the Senate Committee on Privileges and Elections from the
membership of the Senate, for the purpose of examining the system of
higher education in the Commonwealth. It shall, among other things,
consider possible improvements in the method of determining the finan-
cing of the institutions, in the coordinated planning of the higher
educational program, and in the establishment of priorities in the de-
velopment of a more unified educational system. ©

The study by the Commission was two years in duration, the substance of

which was derived from menbers' independent study, consideration of testimony

gathered in meetings with college presidents and the Commission's consultants. ’

It was significant to note that the Chairman of the Commission on Higher Educa-~
tion, the Honorable Senator Mr. Edward E. Willey, was one of the patrons of the

Senate Joint Resolution Number 106 passed by the General Assembly January 14,

1975 and which directed the State Council of Higher Education to conduct a

study of academic tenure in Virginia's state supported colleges and universities.
The resolution is presented below:

Whereas, a policy known as academic teriure has developed 7
in almost all colleges and wniversities in America and has histori-
cally been regarded as a means of ensuring academic freedom; and

Whereas, between nineteen hundred sixty-eight and nineteen
hundred seventy-three, the proportien of the nation's faculty members
who have tenure has increased by cne-third and now stands at sixty-five
percent; and

EGEﬂe;ai Asserbly @Lmigsian on Highe: ‘Education, 'Repart of the General
Assembly Cemmission on Higher Education to the General Assembly of Virginia,
(Richmond, Virginia: Commonwealth af Virginia, 1974), P.p. 1-2.

71bid., p. 2.
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‘huégetary ané :urslt:u;!,ar ;ﬁrp;;c:auans f@r all institutians gf hlgher
.leaming; and

Whereas, institutional flexibility will be greatly diminished
as the proportion of tenured faculty increases, especially during the
next decade when college enrollments are expected to lewvel off and
actually decline; and

Whereas, préstigiaﬁs national commissions and educators reco-
mrended a re-evaluation of tenure policies; and

Whereas, no Statewide study of the impact of tenure on Virginia's
State-supported institutions of higher education and their faculties has
been conducted; now, therefore, be it

Resolved by the Senate of Virginia, the House of Delegates con-
curring, That the State Council of Higher Education is directed to study
tenure policies in the State-supported institutions of higher educatiocn
in the Commonwealth, to evaluate the criticisms of academic tenure made
during recent years, and to recommend needed modifications ox improve-
rent in the tenure system.

In adéitian to stu&ying the palir:ies and prcaadures emglay-ea

study s‘:\all mclué& but m:ﬂ; be llmted ta ccns;deratim éf ﬂ‘l& nmfbgr
of courses, hours, and students taught by faculty members, other
faculty activities and responsibilities, teaching schedules and per-
formance evaluations.

2ll agencies and institutigns of the Commenwealth shall assist
and cooperate with the Cownecil in the conduct of this study and shall
promptly provide such information as may be requested.

The Council shall complete its study and report its findings

to the Governor and the General Assenbly not later than November one,
nineteen hundred seventy-six.

Implementation of the study under the direction of the State Council of
Higher Education at the beginning of the 1975-76 academic year generated many
students. Arriving on the grounds of the University of Virginia, as a 1975-

76 American Council en Education Fellow, while the study was in progress was

avlrglﬂla General Assembly, "Senate Jamt Fesoiution Neo. 106,"
Commonwealth of Virginia, January 14, 1975, p p. 1=-2.
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r
very si@ifie@ﬁ/ in that an excellent opportunity was immediately available

for active participation. After having attended several meetings where the
study was a priority item on the agenda, it became apparant that to conduct
a related study of some aspect of the University of Virginia's involvement
in the Academic Tenure-Faculty Activity study would be beneficial perscnally
and professionally, as well as informative to University c;ffit:i&lé;

To determine the impact of the study on the University was pursued by
assessing the perceptions of selected legislators, State Cowmncil of Higher
Educaticn Officials, University of Virginia administrators, faculty, students,
and menbers of the Cowmcil®s Instructicnal Frograms Advisory Committee which
is comprised of academic administrators of other public institutions.

Participants In The Study

Forty-four selected individuals participated in the study by responding
to an interview-questionnaire that consisted of statements collected as a
result of preliminary discussions with state officials, administrators, faculty,
and students. Individual interviews were held with the following interest
groups:

1. Four representatives of the Virginia General Ase “bly

2, Two top officials of the State éaum:il of Higher Education

3. Eight University of Virginia Administrators

4. Fifteen University of Virginia Faculty Members

5. Four University of Virginia Students

6. Eleven Academic Administrators of other public institutions and who

are members of the State Cowmncil's Instructional Frograms Advisory

Committee (IPAC).

11




Basic Questions

The three basic gquestions which set the direction and scops of the

=%  study were as follows:

1. What factors precipitated the development and passage of Senate
Joint Resolution No. 106 which directed the State Council of
Higher Education to conduct a tenure-faculty workload survey among
the state-supported institutions of hicdher education?

2. What are ﬂié!pfe::epticns of individuals representing various
interest groups relatiwve to the use of data collected by the
State Council of Higher Educatian? e

3. From the State Cowmeil’s point-of-view, what questions will be
answered by the data gathering proecess?

Analysis of Findings

e a

Analysis of findings relative to the three basic questions is presented
in this section of the study. Each of the basic questions generated sub-
gquestions which were used as guides for individual interview purposes. The
findings were organized into three sectiomns. Section one consists of re-
sponses to the three basic questions. Selected comments of representatives
of various interest groups are prasented in sectiem two. Summary and con-
clusicns are presented in section three.

The responses of selected legislators, State Council officials, Uni-
versity of Virginia Administrators, faculty, students, and other academic
administrators at other public institutions (IPAC)to question number ane
above are presented in Table 1, on page 21. The respomses of selected
University of Virginia administrators, faculty, students, and academic
administrators at other public institutions (IPAC) to questicn number two

above are presented in Table 2, page 23. Responses of State Council of

ERIC | 12




- -tutiens of-Higher Education?-

in Table 3, pacge 27.

What: Factors Preei'itatea The Development And Passace
of Senate Joint Enga_ .an No. 106 Which Direeteé The
State Coumcil of H:.g r Education to Canduct A Tenure-

Faculty Workload Survey. Among The State- @aﬁed Insti-

Sixty-eight percent éf the respondents indicated that public discontent

over the returns from investments in public higher education was a factor

' which influenced the Virginia General Assembly in requiring that the Academic

Tenure and Faculty Workload study be conducted by the State Cowncil of Higher
Education, whereas, ﬁhirtyatwa percent indicated to the contrary. There was
very little dif;‘erenaa found among the responses of legislators, State Cownecil
officials, and University of Virginia Administrators, 100 percent, 100 ée:eent,
and 87 percent, respectiwely. é@WE‘Er;’ aﬂnn;g the faculty, students and other
academic administrators (IPAC), there appears to be less confidence place in
public discontent as a factor, 53 percent, 75 percent, and 45 percent, respec-
tively.

Sexenty—ﬁh:ee perxcent of the respondents believed that the eccnomic
conditions over the past several years was a factor which made it necessary
for legislators to begin seeking ways to cut budgets of higher éau:atién
institutiens. It is significant to note that législ,atars and IPAC administra-
tors are less sure that economic conditions were factors, 50 percent and
45 percent, respectively, than State Comcil officials, University of Virginia
Administratoers, faculty, and sﬁuintis, 100 percent, 75 percent, -ighty per-
cent, and 100 percent, respectively.

Althaugh fifty—ni:xe percent of the respondents indicated that projected
decrease in ealle% enrx;ll:rgnt was a factor cmtributing to the need to begin

trimming budgets, programs, and work assigmgnt.s m::t directly related to

13



teaching, the general response could be considered as énub.tful. The ﬁighest
perxcentage @§ "yes" respanses was .67 (faculty) and the lowest percentage of
"yes" responses was .25.

If budgets were trimmed by the General Assembly(legislators), the
general belief of the respondents was that f;his."aetiﬁty’vréﬁla have very
little, if any, effect upon their respective programs which hawe achieved
national and ﬁlternatiénal‘ regﬁtétiansi Forty-five percent of the respon-
dents indicated "yes," whereas ﬂfﬁy-fiv& percent indicated "no."

Sixtgeféur percent of the respondents were in agﬁeen&nt that recent

‘law suits and court cases involving faculty appointments, reégpgihﬁmntsp
promotions, a»:a::d;:;g tenure, and faculty pre-post tenure evaluatiens in-
fluenced the General Assembly in requiring that academic tenure and faculty
workload data be collected. Legislators and students were in 100 percent
agreement with the statement, whereas, the other responses indicated doubtfullness.
What Are The Perceptions of Indjividuals |

Rap:esenting Various Interest Graua

Relative To The Use of Data Collected

By 'I‘he Stat.e Caunsil of Highe; Edue:a-
tien?

Fifty-three percent of the respondents indicated that the data collection
activity was necessary; gifty—fiﬁ percent indicated that the data collection
activity was worthwhile, whereas, eighty-seven pe:sent. indicated that the
activity was time consuming. It was significant; however, that students were
in 100 percent agreement that the activity was necessary, worthwhile, and time
censuning,

Excluding students who did not participate in filling out the survey, all
other respondents believed very strongly that participation in the data 'calle:—
tion did not afford them the opportunity .ta eiﬂm:agggss what they were actually

déing relative to their academic and/or ééﬁinisf;?ative respensibilities, identify

14




11
areas of responsibility that needed greater attention personally and pro-

their particular assignments and expectations of their particular department,
L
school, and the University. In each of the sbove instances the percentages

of "yes" responses were .35, .21, and .18, respectively, as compared to those.
of the "no" responses of .65, .79, and .82, respectively.

The respondents overwhelmingly specified that they filled out the
survey in a serious manner. The percentage which indicated "yes" was .94,
vwhéreas, the percentage which i;léieaéd "no" was .06. The Faculty. Activity
Survey Form is included in Appendix A. | L

That the legislature and State Council will use the data collected to
(1) establish state workload priorities, (2) to establish er;terj.a for
financing hicher education, (3) provide legislatcrs with data which can be
used to determine staté returmns (productivity) on tax dollars spent on higher
education, (4) provide in.fcrmatian relative to questions posed by legislators,
public groups, and other institutions, (5) beéﬁﬁe more directly involved in
cperational matters of instituticns, (6) make decisions which cen affect
adversely the image and prestige of the University, (7) begin locking more
closely at the quality of thé University's products, and (S} maks the Uni-
-versit.g more accountable in her atﬁenpts to achieve her mission, goals, and
objectives was supported by the "yes" responses as revealed by the percentages
.58, .74, .68, .87, .76, .76, .55, and .74, respectively. The responses dia
not support the belief that the 1egislatu:\e will use the data to cut from
cu;rent academic programs and responsibilities perceived " luxuries;" the
respenses in this case yielded percentages "yes" .47, as compared to "no" .53.

13
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From The State Council's Point-Of-View,

What Questions Will Be 2nswered By The
Data Gathering Process?

From gelected State Cowncil on Higher Educatien Official's point-of-

view, there was 100 percent agreerent regarding the use of the data collected,

_with the exception of the use to redefine primary faculty roles and rasgansi=

bilities and to evaluate faculty performance. It was revealed by the responses
that the data will be used to (1) assess the status of tenure p@li:iés and
faculty workload activity throughout the Virginia system of higher education,
(2) determine time spent by faculty on ocertain a:tiv'ities; {3) provide answers
to questions posed by legislators, public groups, and other institutiens, and
The State Comcil Officials did not believe that the data will be used
to (1) develop and implement a system-wide tenure Eélit‘;jfp (;2;5 make éecisiaﬁs
which will affect the ability of instit;utiﬁmsv to assume’ flexibility in policy
development unigue to thei individual missions, (3) assist in the determination
of priority items for fméing; (4) assist in determining whether or not requests
for new degree granting.programs will or should be approved, and (5) assist
institutions in the :e%é§algatim and modification of existing policies (tenure,
workload) in order that they become less vulnerable to internal/external
criticisms and possible law suits.

Selected Comments

In section one ;.;f this study, an analysis was made of the responses of
representatives from the various interest groups to the three basic guestions
which gave direction and scope of the study. As a supplement to the analysis,
comments made by individuals from the various interest groups are presented
in this section of the study. The c;mrenft.s should clarify further the per-

ceptions of the respondents relative to the entire data gathering process.

16
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;ggi;srliaj:—iyeggmegj;s. The following selected comments are direct guotes

from the legislators interviewed:

"The study was conducted as a result of the ccncem and
aggressiveness of one politically powerful legislator."

"Most General Assembly members do not wnderstand well
enough the issues of tenure and faculty workloads to conduct
valid discussions of the issues.”

"There is some grumbling in the General Assembly about
tenured faculty not tea:h.;.ng enough and faculty sitting around
not produging. "

"In Virginia there is not a whole lot of discentent, but cne
legislator has received, in his view, enough complaints from con-
carned citizens to jistify actims beéing taken by the State to
evaluate the situation."

"The matter of academic tenure is a serious question and will
come up in the General Assembly. Some General Assembly members
tend to want to vote tenure out." '

"The courts, in the past decade or so, have demonstrated
their support of academic freedom/freedom of speech; therefare ’
we do not need tenure policies and procedures."

- "The need for academic tenure has becoms a philoscophical
guestion in the General Essenfbly, We have had enaugi'n."

“‘iﬁ:e p'I.Eh to study academic tenure and fa:ulty workloads is an
outgrowth of the campus turmeil during the late 60's and early 70's.
It was believed that teachers were not doing their jobs."

University of Virginia Administrative Comments. The f@llc:swing salected

commrents are direct quotes from University administrators:

"public discontent arises primarily due to the observation that
costs of higher education have increased faster than revenues and that
these increased costs may result in higher taxes on the individual.
Additicnally, the public realizes that other demands are being made’
on State revenues. This wmeasiness is, I believe, reflected in the
attitudes of members of the legislature. Couple this with a gloomy
economic picture indicated by higher than normal wnemployment and
a perception of public discontent should be apparent.”

17
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"The public is concemed with the overall cost of
education; our best defense and greatest need is to de-
velop procedures for measuring the quality of our pro-
duct or output." 7

"Any attempt to compare institutional costs or
workloads cap only result in a decrease in quality."

"The legislature has chesen this route because it is
pressed for money."

"Centroversies over tenure will continue to grow. We
need tighter standards regarding promotimms, reappointments,
etc., with or without tenure.”

"Lowering of test scores in public schools, reports of
faculty paticipatien in activities outside of the niversity,
student unrest, skepticism about education, vocal faculty, and
rising costs - all contributed to public discontent."”

“Political support is gradually deminishing proporticnately
with rising costs." ' '

"The General Assembly is growing uneasy about what it is
funding." . - .
"The legislators really want to find out what faculty

merbers are doing."

"The main discentent was that of one or two politicians.
They believe that tenured faculty are not doing their full
piece of work."

"Iagislators are concerned about increases in agg;apriaﬁiéns,
increases in program duplications, and concerned about productivity."

"a few legislators believe that tenured senior faculty vegetate
and do little once tenured and that jumior faculty carry most of the

teaching workload. I am sure that public discontent and misinforma- .. ... ... .-

tion had an influence on conducting the study."”

University of Virginia Faculty Comments. Selected comments from
faculty are presented helow: )

“The elder statesman's normal itch to interfere in matters
which he doesn't understand is cne of the factors which precipi-
tated the development and passage of Senate Joint Resoluticn No.
1@ﬁi“ *

" .., doubtless, some individuals are mean minded enough to

misuse the data to satisfy petty feelings about the University. I
hope they will be a very small minority.”

13
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"Virginia does not swport its higher educatien institutions
at an even average: level amcng the states. Yet much is expected
from them. The prestige_ of having graduated from the University
is very important to many legislators and influvential persens in
the state. Rejection of children of alumi or thowe with influence
nearly always generates some pressure - including financial threats."

"The passage of Senate Joint Resolution No. 106 appears to have
been precipitated by a few cutspoken individuals, cne in particular,
... 3 he seems-to be under the misconception that academicians-and
faculty do not work very hard. He could not be more wrong and mis-
informed, I believe, if this is his impressaion.”

"I believe that professors were thought to be less accountable
for their activities than other public servants and the legislature
wanted to know what they do with their time."

"Some deviee, on the other hand, is necessary for demenstrating
that tenured faculty really are on the job; that they arxe well quali-
fied; that they are accountable in some form."

"I am not aware of public discontent over the quality of education
given to the taxpayer for his dollars, although I think that there is
ample reason for discentent."

"What is one man's frill is another's great longing. We could all
get by on less telephoning, fewer electric typewriters, a decreased
travel budget: we all need quality in faculty, sound judgement in
administration - these cost money."

~ "We need more efficiency and equity in stendards of promoticn
and academic freedom. Legislators are concemed about productivity
in government in general. There are strange things going en in most
places; we need to be straightened out. Another resason legislators .
are looking our way is because of the young pecple's revolt and the
radical ideas being expressed by students.”

"It was not public discentent; it was a political play‘"

"I believe controversies ower tenure, promeotions, etec.,
intensified participation in the study and will do so in future
such studies.” o

(L4
Other Academic Administrative Comments (IPACY. Selected comments from

menbers of the State Council's Instructicnal Programs Advisory Committee
are presented below:

"It is my mde;stand;.ng that the study waz conducted at the
ingistance of one politician.’'

19
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"One politician,..., felt that tenured faculty were less productive,
higher paid, &nd performed at an inferrior lewl. Ietters sent to the
politician from students, parents, and constituents got him fired w."

. .

I believe the General Assermbly was simply reflecting a natianal
cencern for the rapidly increasing cost of hicher education and a can~-
comitant concern for aceamtabil.’gty.“

, "I 4id hear one State Legislator sag that twelve hnurs(typical
teaélgzg load) was not epnouch time for faculty menbers to work."

"I believe that the information on tenure poliicies will be helpful.
The survey will tend to make the policies more uniform throughout the-
state system.”

"Senator ... contacts with faculty complaints and malcontents,
general perception that faculty do little more than meet contact teaching
requirements, desire for better information on tenure and workloads in
Virginia, and accowuntability are the factors which precipitated the need

- to cenduct the study."

5. Stuéent E:mrents. 'I'ha :Eallming seleeted mmants zepresaits th:se v:f

cnntents.
"It is perceived by legislators that tenured faculty are goofing off."

) "I believe that cantroversies and law suits involving tenure and
promotions had a significant effect upon the legislators.”

"Projected decreased student enrollment will not h@gen at the
University in the near future." il

L «'!J" T ¥ .
"Tenure policies, procedures need to be stmd%&izeé md wnderstandable.
Students need to be involved at all levels in this process."”

r'uly}

"The General Assembly is wise enough not to tamper with academic
quality of its major wmiversities."

"There is a need to develop a more understandable and equitable
procedure for evaluating tenured and non-tenured fa«:ulty_ Student Input
is ne@ssary and can be most valusble in the prooess.”

’ t:cﬁslusims S, %camgndatims } ) .

From the responses to the three basic questions which set the direction
and scope of this study and from the perceptions as revealed in the selected
commnts of the respendents, one should be ahle to ccﬁcluﬂe that the Virginia

_ General Assembly is well on it's way in joining other states, such as New

York, Michigan, Florida, and California in setting into motion procedures

20
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" designed to assist it in decreasing the g@gt of higher sducatian, to
scrutinize more closely the activities of faeultj, and to assess the
status of tenure policlies and procedures in institutions of higher
education. The activity of the General Assembly which resulted in
directing the State Cowncil of Higher Education to conduct the study
on academic tenure and faculty aétifkiﬁ-.y ameng the state-supported in-
stitutions of hicher education caused much apprehension on the part of
academicians concerning the use to which the data collected will be made.
Yet, there is ample evidence that institutions of hicher education must

exert themselves more in inaaifyiﬁg current tenure policles and practices
to the extent that they become more equitable and rational in V@resentat’ian
and in practice. If academic tenure systems are to achieve viability and
acceptability in terms of "academic freedom," "freedom of speech,” and

"quality of instruction," it appears that the following questions which

were derived from the Keast Commission on Academic Tenure in Higher Educa-
tien could be utilized in the reviewlaf current pali:ies and procedures:

1. Are school policies regarding hiring, personnel review, promotion
and tenure, post-tenure review, dismissals, sanctions, and faculty
disability automatically made available to faculty members?

2, Has a formalized system been established which requires periodic
review of persannel pr:;ce«iizas?

3 If so, who Par;ieii:ates in such a review? Are all fagfﬁ;:gx members
made aware of the review and d they have an cpportumity for input?

4. In what way i; the existing personnel policy tied to your school's

role in the University's mission?
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Initial 2Appointment and Review

1-

Reappointment

1

Upon appointment are "faculty menbers given notice of the length

of probationary period, the criteria for promotion, and the pro-
cedures used for review? |

Are criteria discussed in other than general terms with new faculty
(i.e., quality and type of publicaticn, relationship of teaching and
workload to tenure review, and amount and type of service)?

If so, is the outcome of this discussion ever put in writing?

What procedures have been developed for periodic review during

the probationary period? If any, how are these reviews conducted

and who has access to the material?

Does the Departrent and school have specific procedures where by

teaching can be evaluated?

What are the substantive and procedural standards for the reappoint-
rent decision, are they written, who n"zaae them and what group of

the faculty makes the decision?

Is the appointee notified when a decisien will be made and given

an @paﬁ@ity to present relevant mate;;ial in writing? In perscn?
What material?

Are students involved in this pﬁ;eess and, if so, how?

In what way does the school or departmental planning document

play a role in renewal decisions? )

Is the appointee nctifieﬂ in writing of an adverse decision?

decision, either orally or in writing?

22



7. May the appointee request and receive a reccnsideration of an
adverse deciisian? What other avenues of review are available
within the c:allec;, school or department or within the University?
Tenure (in a@ij:?.q‘:; to the questions raised in the above items)
1. Eha.;;gview procedures exist for the period beﬁ;een rearpointment
and a tenure decisien? HCW.'V is this review carried out and by whom? V
2. If such a review is formally ééfried out does the faculty menber
~have access to it and is it eventually made évailable te the pro-
motion eanmﬁtteé? In what way au:es‘ the tenure review committee at
the departmental level or at the schocl level differ from the growp
which aeciaéa on reappointment? Are students involved éna,— i.f so, how?
3. 1Is outside evidence regarding the candidate solicited and, if so,
about what items and in what fom? Do school-wide committees take
inte accowmt the varied workload and publicatim practices éist.in:tive
to a d;sc:ipljne? if g0, how is such infcrmaﬂm ::btainga and evaluatéd?
4. If no formal school-wide or departmental policy exists regaramg the
evaluation of teaching, in what way is teaching taken into account
by the school-wide c;:fnmittee? i

Post-Tenure Review

1. What criteria are used for post-tenure evaluatien?

2. 1Is such evaluation carried out on a periodic basis and, if so, '
by whom?

3. ' Doas the faculty mgbar have access to such evaluation and a method
for responding to it if he or she should so desi::e?

4. To whom is the post-tenure evaluation forwarded and in what férm?g

gComnﬂ.ssim on Academic Tenure,In Higher Educatiemn, Faeulty 'I‘enufe,
A T-Epart. and Recommendations, (San Francisco: Jossey-Bass Pub.” 1973) ,- PP 23-92,

23
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Institutions of higher educaticn, using the University of Virginia as
an example, must come forth ‘wi"ﬂi the leadersﬁig necessary to slow down the
increasing tendency cf\ groups and individuals in the larger society to criti-
size higher education as not being accowmtable to the pilics they serve. This
leadership must be cne that can demcnstrate the ability of institutions of
hidher education to g::;mte the best possible teaching and learning environment
which will ensure quality products in the production of knowledge, in students
as they address the political, social, and economic needs of sac:iiety, ad in
service to the commmities where they reside. Omly the future will tell
whether or not hicher educatien, through leadership, was successful i:s;;?

building public confidence.
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TABLE 1

RESPONSE OF REPRESENTATIVES OF VARIOUS INTRREST GROUPS
REGARDING THE FACTORS WHICH PRECIPITATED THE DEVELOPMENT
AND PASSAGE OF SENATE JOINT RESOLUTION NUMBER 106
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1. Did increased public discontent over
the returns from investments in
public higher education influence in ) ' :
any way the actions of the Virginia {100 0 {100 0 {87 12 |53 47 [ 75 25| 55 45 68 32
Assembly in requiring that such | i | |
a survey be conducted by the State S .o
Council of Higher Education? o ;

2. Do you believe that the economic
conditions over the past several '
years made it necessary for legisla-| 50 50 (100 O | 75 25 |80 20 {100 0| 5 45 73 27
tors to begin seeking ways to cut
...budgets of higher education institu-
tiong?

3 Is there a possibility that recent
reports which predicted decreased
student populations in higher educa- . ) y ,
tion signaled to legislators, state | 25 75 | 50 50 | 63 37 (67 33 |50 50 5 45| 59 i
officials and university officials
that they should begin now trimming
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4. If so, what effect do you helieve =T e—— T T
this will have over the academlc

status of colleges and universities

have national and international ;
reputations? %% 75 [50 50 [63 37 |53 47 [S0 50 |27 7 | 45 55

5, What effect, if any, did recent
controversies, law suits, and court
cases involving faculty appointments,
reappointments, promotions, awarding
tenure, and faculty pre-post tenure
evaluations have on the need to
collect data to be used in response
to future questions posed by leglsla-
tors, public qroups, and institu- '
tions? 00 0 |5 50 |63 37 |60 40 [00 0 (45 55 | 64 36

6, What is the estimated cost of the $40,000 = | §10,000
“ gtudy? (For other public institutions 50,000
the cost will run on the avg.

of §5,000 - 10,000) ‘




TABLE 2

*PERCEPTIONS OF UNIVERSITY ADMINISTRATORS, FACULTY,
AND STUDENTS RELATIVE 10 THE USE OF FACULTY
TENURE AND WORKLOAD DATA COLLECTED BY THE
STATE COUNCIL ON HIGHER EDUCATION

University of ‘kInstructional | University of [|**‘University of| Total
Interview Virginia Programs Virginia Virginia
Questions Administrators Ndvisory Faculty Students
(=8) Cormittee (N=11]  (N=15) ~ (v=d) (N=38)

tes | Mo Yes o | %Yes | #No tes |&llo | tYes { &0

1. Do you helieve that the data
collection activity was:

Neoessary? | 50 50 85 58 1 5| 00 0 5 47
Worthwhile? 38 62 55 45 53 47 100 0 . 5 45

80 20 100 0 87 13

st
o

Time consuming? 100 0 82

2, After having participated in the
activity, do you feel that you were

Rssess what you were actually doing ‘
relative to your academic and/or | o 7 _ | _
administrative responsibilities; 38 62 2 73 40 60 A NA ¥ 65 .

Tdentify areas of your responsi-
bilities that needed greater
attention personally and profes= L
sionally; i -1 13 87 18 82 27 0N A NA 21 79

Develop a more systematic way to

keep records related to your par-

ticular assignment and expectations
- of your department, school, and the
University? 13

36 64 6 94 NA A 18 82

e
| -
|

N
u B
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TABLE 2 Cont'd

Interview
(uestions

|University of
Virginia
Administrators

**Instructional
Programs
Advisory

Committee

T A

University of
Virginia
Faculty

*iniversity of
Virginia
Students

R

In filling out the survey (work-

load), did you approach the task
in a serious manner?

. Do you think that the data will

be used by the State Council
and/or the legislature to:

Establish state workload priori-

ties, i.e., more teaching-less
research;

Rstablish criteria for financing
higher education, i.e., prograns,
facilities, positions;

Provide legislators with data
which can be used to determine
state returns on tax dollars
spent on higher education;

Provide information relative to
questions posed by legislators,
public groups, and other institu-
tions;

$Ves T' o

t¥es

No

tYes | Mo

tes | %No

1 %Mo

100 0

8o

12

12

75 25

100 0

9 9

58

45

64 36

64 36

93 1

47 53

kX

67

27

20

NA
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50

100 0
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University of Instructional | University of |*‘University of| Total
N Virginia Program Virginia Virginla
Interview Lo :
Questzais Administrators Advisory Faculty Students
o Committee
tYes o .| #¥es I o -] es | Mo tes | o |%es | Wo

Become more directly involved in
operational matters of institus

tions which can affect adversely
the flexibility, creativity, and

acadenic freedom inherent in the

current operation of respective

~ schools and departments;

Make decisions which can affect
adversely the image and prestige
of the University, School, and/or
department - making anh one of
them less competitive with other
institutions of similar size and
reputation; '

* Begin looking more closely at the

quality of the University's
products;

Cut from current academic pro-

gramg and responsibilities pex~
celved lwmries - "A return to

the basics;"

.
=

100 0 73 2

12 55 45

63 36 64

25 36 64

73 2]

20

60

40

40 60

50 50

100 0
75

25

50 50

76

16

55

47

24

24

45

53 B ‘;.
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Interview
Questions

University of
Virginia
Administrators

*+Instructional
Prograns
Bdvisory
Committee

University of
Virginia
Faculty

s Inivarsity of
Virginia
Studente

Total
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Make the University more account-
able in her attempts to achieve
her mission, goals, and ohjec-

tives?

100 0

55 45

B
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W%

%

N
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THBLE 3

FESPQNSES OF SELECTED STATE COUNCIL OF HIGHER ELUCATION OFFICIALS
FEGARDING QUESTI(NS 70 BE ANSWEFED BY THE DATA
GATHERING PROCESS

(N=2)

Intarview oo g e
Questions ' % Yes ¥ No ;

1, Will the data be used to esgess the status of tenure
policies and faculty workload activity throughout the
Virginia Syatem of Higher Education? 100 0

2, Will the data collection process result in the future
daveloprent and implementation of a systemwide tenure
policy? 0 100

3, If so, vhat effect will this development have on the
ability of individual institutions to assww some
flexibility in policy development inique to their
individual missions? 0 100

4. Will faculty workload data collected be used to:

Determine time spent by faculty on cartain activities,
i.e., teaching, research, administratien, etey: . 100 0

Provide answers to questicis posed by leglslators,
~ public groups, and other institutions; 100 0

hssist In the determinatien of priority items for
funding; 0 100

Redefine faculty primary roles and responsibilitles; 50 50

Evaluate faculty performance; 50 50




TABLE 3 Cont'd

Interview B

Questions | t Yes s % No
Detarmine in the final analysls tenure quotss; 0w 0
Nslst in determining whether or not requests
for new degree granting program will and/or
should be approved; - 0 100
nsgist in determining areas which may be con=
sidered luxury items and vhich may eventually
becore non-gtate fwding ltens; 0 100
hssist institutions in the re-evalvation and
nodification of existing policies in order )
that they become less vulnersble to intemal
and extemal criticisme and possible lm suits? 0 100
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